S taff development educators affect the quality of care provided to patients in a healthcare setting through education activities. Unfortunately, staff development educators do not always have the skills to measure the impact of these activities on the organization's bottom line (i.e., how an organization measures success in meeting overall performance goals). As a result, when organizations are seeking to cut costs, the number of staff in education departments is reduced or the department is eliminated. According to the 2002 annual report of the American Society for Training and Development (Van Buren & Erskine, 2002) , the total training expenditure per employee in health care was $284, compared with an expenditure of $408 in 1999. One percent of overall payroll in 2000 was allocated to healthcare training of staff, compared with 1.2% in 1999 (Van Buren & Erskine, 2002) . Furthermore, the ratio of trainers decreased from 1 trainer per 405 employees in 1999 to 1 trainer per 488 employees in 2000 (Van Buren & Erskine, 2002) . However, in 2004 the total training expenditures rose to $649 per healthcare employee, or 1.41% of the overall payroll with the ratio of 1 trainer per 285 employees (Sugrue & Rivera, 2005) . According to Fischer (1999) , staff development educators reported a lack of support and financial resources for education. Fischer attributed this to administrators failing to understand the impact staff development educators can make on the desired outcomes of an organization. Staff development educators need to justify their existence using measurable data. To do so, they need skills in measuring the impact of education programming on the organization's fiscal and quality bottom lines.
THE ORGANIZATION'S BOTTOM LINE
Staff development educators within an organization must first understand how the organization measures financial success and quality as the bottom line. They need an in-depth knowledge of the organization's financial accounting procedures, including the method for developing and monitoring department budgets. Effectively communicating the budget requirements for education activities is even more important.
Staff development educators must have a working knowledge of the organization's performance improvement plans because all of these plans have an education component. Staff development educators must identify the contributions they can make to achieve desired quality outcomes.
BUDGETING
Budgeting is the process of preparing and monitoring monetary plans prepared for a specific period. The budget provides a written record of the money that flows in and out during a period of time. As a clear snapshot of income and expenses, it is an effective management tool to plan and control the financial activities of an organization. Budgets are divided into operational and capital budgets. Operational budgets address expenditures for day-to-day operation that include salaries, supplies, and utilities. Capital budgets plan expenditures for large items and are determined by the life span and the cost of the item. These items will be used by an organization for 1 or more years. Organizations establish a monetary limit, and the time and dollar limits vary from organizaStaff development educators need to refine their skills in measuring the impact of education activities on the organization's bottom line. Without this ability, when organizations are seeking to cut costs, the resources allocated to the education department are often reduced or eliminated. This article guides readers in identifying the organization's bottom line. Basic principles of budgeting, a template to calculate the actual costs of individual education activities, and methods to measure the impact of these activities on the organization's bottom line are included. A case study is used to demonstrate the process. tion to organization. Items costing more than the limit are considered capital expenditures. These include items such as furniture for a classroom, liquid crystal display projectors, and some teaching mannequins.
There are generally three types of budgets. A fixed budget has a predetermined level and is not influenced by trends. The assumption with this type of budget is that the cost of everything is constant. With a trended budget, the past budget is reviewed to identify whether there are month-to-month variations in expenditures. Those variations are considered as the budget is developed. With a zero-based budget, one must be able to justify why a program exists and to anticipate what would happen if funding for the program were changed.
According to Ali et al. (2001) , there are six purposes of budgeting: planning, coordination, communication, motivation, control, and evaluation. Through planning, an organization can logically determine how to achieve a long-term business strategy. Coordination maintains consistency across departments in an organization. Goals and objectives are communicated through business plans. Managers are motivated to achieve the goals. Control serves as a means to measure progress toward the original plan. Finally, budgeting provides a framework to evaluate the organization's bottom line.
As staff development educators develop a budget for a department, goals and objectives need to be clarified. Five questions need to be answered:
1. What does the organization expect? 2. What are the major responsibilities of the department? 3. Are there other expectations? 4. What activity(ies) will get the biggest payoff? 5. What do you and the members of the department want?
All activities must be related to the goals and objectives of the organization. If staff development budgets are planned without considering these goals and objectives, the credibility and survival of the staff development department will be jeopardized. Both quantitative and qualitative benefits should be noted to strengthen budget justifications. It is important to remember the strengths of the department and the contributions that activities sponsored by the department make in achieving specific goals and objectives. Opportunities for involvement in other activities across the organization should be identified.
CALCULATING INDIVIDUAL ACTIVITY COSTS
For effective fiscal management, the ability to calculate the costs of education programs and activities is important. By quantifying the costs of current activities, the costs of proposed activities can be projected.
Every activity has both direct and indirect costs. Direct costs are those associated with the actual presentation, including instructional development, materials, travel time, room charge, equipment, refreshments, instructor fees or salaries plus benefits, and participant salaries plus benefits. Indirect costs are those that cannot be associated with a specific presentation, and may include recordkeeping, clerical salaries plus benefits, ongoing course maintenance, and advertising.
A program cost worksheet (Table 1) can be used to calculate the costs of a course. This tool captures costs associated with planning, implementing, and evaluating a course. To use the tool, record the amount of time or the quantity of items to be purchased or developed and multiply by the instructor's salary or cost per unit. Learner and replacement costs would be calculated in the same manner. Replacement costs refer to the costs incurred when another individual is scheduled to assume the learner's responsibilities while the learner is involved in the education activity.
After the costs are calculated for each expense item as shown in the sidebar, total the expenses to derive the total cost of the course (Table 2 ). The cost per participant can then be calculated by dividing the total expenses by the total number of attendees.
If the course generates revenue, record the number of participants and multiply by the tuition fee. Sponsor fees and other contributions should also be recorded as income. To determine profit or loss, subtract the expenses from the revenue. If the number is positive, a profit was made. If the number is negative, the program lost money.
COST-BENEFIT ANALYSIS
Cost-benefit analysis is the process of comparing the costs of a project with the anticipated benefits to determine whether the project is worthwhile. This process includes cost itemization and benefit itemization. Cost itemization is achieved by using the method of calculating the cost of an activity described previously.
The benefits received by the learner, organization, and patient are also itemized. A monetary value must then be assigned to each benefit. The costs of providing the program and the monetary value assigned to the benefits are compared to decide whether the benefits of a program are worth the cost of presenting it. To determine whether the value of the benefits exceeds the value of the costs, the impact of education activities must be measured.
MEASURING THE IMPACT OF EDUCATION ACTIVITIES
To justify the existence of the training department, staff development educators must measure the impact of education activities and demonstrate how the staff de-Financial Impact of Staff Development · Lindy & Reiter Earn 2.8 Contact Hours ce ARTICLE velopment department contributes to the organization's objectives and goals. In addition, measuring impact will help staff development educators to decide whether to continue or discontinue particular training programs. Having the ability to show tangible, positive results to the organization will add to the security of the staff development department. Kirkpatrick (1998) noted there are four levels of evaluating training programs: reaction, learning, behavior, and results. The Roberta Straessle Abruzzese Evaluation Model labeled the four levels as process, content, outcome, and impact (Abruzzese, 1996) . The two authors have similar definitions for each level, but the Abruzzese model provides a clearer description of the four levels.
The first level is process, which measures the reaction of learners. This can be compared with customer satisfaction. Attendees are often required to attend, and others will know if they react positively or negatively to the program. Their reactions will also have an effect on their ability to learn. A positive reaction may not ensure that learning will occur, but a negative reaction is likely to be a barrier to learning. Learners are generally asked to indicate their satisfaction with the program using rating forms, often referred to as "happiness sheets." The rating forms provide valuable information about learners' views of the effectiveness of the program.
The second level is content, which measures changes in learners' knowledge, attitudes, and skills. Written tests and competency assessments with criterion checklists are used to determine the extent to which the learner has achieved the objectives of the program.
The third level is outcome, which measures the change in learners' practice. Individuals must have a desire to change, know what to do and how to do it, and work in a climate that fosters and nurtures change. This level of evaluation should not occur immediately after the program. It is necessary to give learners time to incorporate new knowledge, skills, and attitudes into their practice. Measurement of the outcomes of an education program may include observations of learners in The fourth level is impact, which measures the changes in the organization's performance. Examples include increased productivity, improved quality, decreased costs in the delivery of products and services, decreased accidents, and reduced turnover.
CASE STUDY
The following case study illustrates the process of evaluating staff education programs. It was decided that a certain number of graduate nurses would be hired at a hospital. During the previous decade, only a limited number of graduate nurses, who received an individualized orientation that assisted them in successfully meeting the orientation objectives, had been hired. However, in Reversing the Flight of Talent: Executive Briefing (2000) , the Nursing Executive Center recommended the "extensive support and mentoring critical to preventing early departures" (p. 21) of new hires. Therefore, a Graduate Nurse Residency providing support for the first year of employment was established for the 42 graduate nurses hired.
An education specialist was designated to assist the 
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ce ARTICLE graduate nurses with the transition from student nurse to professional nurse. In addition to coaching and mentoring the graduate nurses, the education specialist role included several responsibilities. The education specialist was involved in interviewing all of the graduate nurse candidates, along with the nurse recruiter and nurse manager. Prior to the start of their employment, the education specialist hosted special social events for those selected for the residency. These social activities enabled personal contact with the graduate nurses from the time they accepted the position to the time they actually began their employment. Preceptors assigned to the graduate nurses participated in an education activity designed to prepare them to orient a graduate nurse. An orientation plan was developed for each of the graduate nurse residents that included classroom and clinical experiences. The education specialist conducted peer support meetings every 2 months. These meetings were designed to address role transition issues and identify learning needs. The program evaluation plan included process, content, outcome, and impact. Process evaluation included a Likert-type scale asking the graduate nurses to evaluate their classroom and clinical precepted experiences. This type of evaluation continued throughout the residency.
To measure changes in knowledge, attitudes, and skills, simulated experiences such as mock codes were used to validate competency. Some written testing occurred to evaluate changes in knowledge and skills. As the year progressed, learners were asked to respond to their attitudes about being registered nurses.
Outcomes were measured by preceptors who evaluated the graduate nurses' performances using a predetermined set of criteria. Some of the criteria included patient care skills, delegation, time management, organization, and priority setting. In addition, the graduate nurses were asked to evaluate their growth as professional nurses.
Turnover rates were used as the primary measure of organizational impact of the Graduate Nurse Residency. The turnover rate was calculated by dividing the number of graduate nurses who terminated their employment by the number of graduate nurses hired.
The program cost approximately $611,455 for 42 graduate nurses. The costs included classroom orientation, salary and benefits of the education specialist, materials used during orientation, the graduate nurses' salaries for the 2 weeks, and follow-up meetings every 2 months during the first year of employment.
The graduate nurses were positive about the classroom and clinical precepted experiences. They demonstrated competency through measurement of content. All but 8 were successful in meeting the performance criteria. After 1 year of employment, 80% of the graduate nurses were retained. The reported average retention rate for graduate nurses is 47% (Nursing Executive Center, 2002) .
The cost per graduate nurse was $14,558. The reported cost of turnover ranges from $42,000 to $64,000, with an average of $53,000 (Nursing Executive Center, 2000) . This cost is calculated by considering variables such as lost productivity, direct hiring costs, replacement labor costs, and orientation costs. Fourteen more GNs were retained than the reported average. Based on this retention, $742,000 was saved.
The results of the evaluations conducted on the impact of this program have been used to justify continuing it. Subsequent offerings of this program have been modified and enhanced based on the process, content, and outcome evaluation data. Furthermore, the program has been identified as a major job satisfier and recruitment tool for graduate nurses. Although the program is costly, the measurement of the retention rate justifies the continuation of the program for other graduate nurses.
CONCLUSION
With the cost-cutting measures being implemented in healthcare organizations, education departments are often reduced or eliminated. This has been a result of administrators lacking information regarding the impact that education activities facilitated by staff development educators have on the organization's bottom line. It is the responsibility of staff development educators to develop skills to measure the impact of education activities and to communicate the findings to the administrators of an or- If staff development educators are not being asked to justify the existence of their department, they should be prepared to do so. Every staff development educator should know the cost of programs offered and the impact those programs have on the organization's ability to meet its goals and objectives.
